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MEHORANDUM FOR: The Director of Central Intelligence

SUBJECT: Memorandum from the IG, "Ten Ways for . CIAts
‘ Persormel Management", dated 25 Fetruary 1955 (ER-6-7188)

We eoncur in the suggestions of Mr. Kirkpatrick to the extent noted
in following item-by-item comments:

1., The point is sound, but listing it first implies defects in the
Office of Personnsl which no longer seem of overwhelming significance.
In many respects, particulsrly in overassas precessing, the Office of Per-
sonnel is demenstrating an outstanding sense of ssrvice. To our minds
the grestest dafects in persomnel management are a) the cumbersomencss
and inflexibility of the personnel machinery throughout the Agency, and
b) the ?miama in management of great segments of our managerial
personnal.

2, &ince the persennel shortsge is now the worst it has ever besn,
we cannot willingly spere senior people for jebs in Personnel, though such
rotation would of oourse be useful; our old hands who can cantribute to
solving the personnel problem can probably do it best in their managerial
jobe inside the Clandestine Services. W¥e suggest as an alternstive further
training of key people in Persommel in such courses of OTR as Operational
Support, Basic Mmnagement, Basic Supervision, and the new course in
operational smpport being developed by OIR for senior officers of [D/S.

Our people also atiend the first three gourses named, and will asaist OIR
in presenting the new course. -

3. OTR states that such a comrse would be feasible, and the recom-
aendation werrants study. Ve are also interested in heving our people
attend the two forty-hour eourses already given by OIR: Basic Manage-
ment (for senior personnel), which 51 mewbers of the Clandestine Services
have elready attended, snd Basic Supervision (for jumlor persennel),
taken so far by 29. These useful courses do not concern themselves with
the minutise of personnel regulations, but do handle the other subjects
Mr. Kirkpstrick mentions. I am informed that student reaction to the
courses is aluest unanimously enthusiastie.

L. Thers has been considersble progress in the orderly reassign-
ment of returnees, but it will never be accomplished to everyonet!s
satisfaction. Onme of the principal obstacles is the reluctance of the
individnal to commit himeelf to a job sight unseen -- i.e. agree to &
definite next assignment before he returns. Much of the door-to-door
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canvassing which has been discussed so langthily is the individual's
aun doing. Many have samplained that nothing is done for them before
they retwrn when in fact they have dons nothing to define their owmn
interests and hopess; this problsm should diminigh as the returnce
questionnaires, which are already proving extremely helpful, come inte
universal use, What is more disturbing is the suspicion with which re-
turnees view attempts to place them, so that they undertake their own
shopping, but we belisve that ocur career msnagement officers are be~
coming steadily more effective as negotiators and educators in this
field. The time we hope is past when large numbers of returness could
claim that no one was tsking action to solve their problems, and in

any case there never were the *hundreds walking the halls® that rumcr
imagined. The occasional case of neglect that still arises is an in-
dividual mishandling, often contributed to by the person himself, rather
than a typlcal product of the system. Nevertheless, orderly reassign- -
nent is 8331l complicated by the inflexibility of slots, which pre- “
vonts us from changing our staffing pattern to meet rapidly changing
requirements, and by the length of time it takes to sdjudicats con~
flicting dbmends for personnel among so nany branches, divisions, and
staffas, all understaffed so far as really first-class personnel is

concerned. The lack of progress in finding & successful way of diaposing

of mediocrities 1= a further factor affecting efficient personnsl plaming.

5. This suggestion is not entirely clesr to us. (ur career
management officers give endless personal attention to condueting or
arranging interviews, and routine shopping of files without interviews
is net now commonplace if the person involwed is avallsble in Washing-
ton, It is probably true that the services of these officers is not
yot widely ensugh kmown, but they are %rying valiantly to explain the
help they can give, by means of talks to staff meetings and to OTR
courses, sic,

6. Concur. But in our opinion the greatest need in this field
is for mwimtim of the prooedursl aspects of agent contracts
{secounting for finances, for example), so that all concerned may give
greater attention to the operational and persornel aspects.

7. The LB-hour rule is utopian, but we would concur in drastically
restricting secess to files.

8. This might be helpful, but we have not sensed of late that
women are receiving anything but proper recognition.

9. Tt is certainly true that the work of the Employee Services
DHvisien is not widely imown.
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10. Concur -- but we are making progress in all aspects of this
mroblem except possibly in the elimination of the unfit o marginal.

o O KW R ¥R ¥

From our own point of view our greatest single handleap, apart
from mansgerisl inexperience which is slowly being remedied, 1s the
rigidity of the sletilng system. The Agerncy's prinecipal concern with
slotting in any gingle compenent ls the maintenance of the overall
ceiling; it eannot be with the precise, permanent jeb description,
grade, stc., of sach individual slot, as might be possible in a stable
situation or in an agency whose job remains fiwed from year to yesy.
in this Agency the nature and sise of the Job change oo rapidly that
no T/0 can ever be up-to-date. Operating within a fixed bHut ocut-of-
date T/O we gxe forced into comprordses which overwork manpower in one
place and waste it in another and altogether do not get the job done.
What we need in the Clandestine Services is flexibility within a total
gtrength figure, so that slots can be shifted as the need changes.
Halking these shifts, which arise from operational necesalty, should be
an gperational function, not sn administrative. It should be within
the power of this office, net ID/S, Director of Persomnsl, or other
officer, to control the distribution of his manpower within the ceil-
ings allotted to him, If we counld shift slots immediately according
to need we would not only do omr opmrational job better: we would
also improve our personnel management, in assigrments, in career
development, even in irdtial recruitment.

The problam of recrultment iz especially eritieal, and we shall
probably not solve it so long &8 each recrultament must be tied to a
specific job. The T/0 is so out-of-date at any given moment thet it is
sheer apeldent if the man we reerult against a particular slet fills
the need that is greatest. ind even wore an accident if that need 1s
still great by the time he is trsined and sble te fill it. (Witness
the smrry history of the paramilitsry recruitment program of 1§50-51,)

Un the other hand, ouwr rearuitment has leng since demenstrated that

what we mist look for most is gerwral adaptability to clandestine work,
not specialiszed lsnguage or areas or other background -- that ean de
acquired by trainmg, but basic suitsbility canmei. Therefors, we should
recruit generally for the Clandestine Services, unot in most cases
apecifically job-by-job. One of the most hopeful personnsl develepments
in CIA is the sucesss of the Junior Officer Trainee program, which re-
eruits in thet mermer sccording to a very high standsrd. The Clandestine
Services have so far absarbed Tifty (50) of these excellent young men,
who were pel recruited against specific jobs, who came to us with baslc
traiming siready behind them, and who have worked out so well that we
wonld 1ike to have several times as many.
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For specific reconmendations, we should like to see:

a) The Junier Officer Trasinee program mbstentially en-
larged, and

b) The following changes in the recruitment program of the
Clandegtine Services:

1) Pooling of a substantial number of vacancies
throughout the Clmdestine Services,

2} Recruitment against these vscancies in terams of
general suitability, not specific assignment,

3) Completion of bagic training befors assignment,

L) Assigmment of reeruits by Career Service Fansl
according to need.
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FRAYK G, WISNER
Uepaty Director (Plans)

cor D/DCI
DD/fs
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